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Meeting with Kirkpatrick, Richardson, [|_| STAT 
Se ne DALEICE, Sichardsons: | __}. 


Tuesday, 10 November, 2 p.m. 
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MEMORANDUM FOR: Executive O{rectar-Comptral ler 


THROUGH : Deputy Director for Support | 
SUBJECT : A Program for Nenagement Training 
REFERENCES : Action Memorendua tte. A-S81z2, “Management Training"; | 


BO/S Memorandum Gl- i435, Same Subject 


1. Paragraph 13 contains a recommendation fer your approval, sub- 
mltted in response to the action requested fr referenced menorand: . 


2. We are assuming that the main objective of mankyonent tretning 
is increased efficiency and effectiveness In the Agency's performince 
of fts mlssten. Although the expasere of Incividuals on a voluntery 
basis to various types of management training say contribute to Isproved 
Individuel performance, too often the students are not able to apply whet 
they have learned to thelr actual working situation. About 2,300 Agency 
managers and supervisors have teen orlented, famtilarized, or otherwise 
trained In the last ter years, but menagesmnt problems still persist. 
{see Attachment 1) 


3. A study of el] the kinds of sanagement training currentl: being 
practiced hes fed us te the conclusion thet the concepts and teaching 
methods embodied In the so-called '‘Menagerfal Grid offer the best prospects 
for a matertel Improvement of the Agency’: menagement process (set Attach- 
ment 11 ~ “The Managerial Grid’), if used on a planned, systematic basis. 


4. We therefore feel thet the first atep in a planned progrim of 

t training should be the administration of Phases { and 71 of 

pone say mathed to selected offices of the Ayency, with evaluation of 
before proceeding further. Attacheent tit is the rou roposal 


STAT 


5. A single pilot project could be accamp! Ished <| ener STAT 
the present Management Training Faculty of OTR, but the results o su 
@ project would not be known for a yeer and u half after its begluning, 
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and even then might have Tittle impact on other parts of the Agenty. 
A bolder and to us a much more desireble effort would call fer faur 
pilot projects at the same time (a foreign division of BB/P, plus one 
office each from the 0D/t, the BB/S, end the 08/SeT) even though this 
effort would require more staff and ® substantial sum of money. 


6. The second element In our 5+part program calls for twe Senior 
fanagement Seminars each year «ith the abjactive of mils te aged 
officers a deeper understanding of managerial behavior 
fealnars are currently studying the “Wanagerial Grid 
other subject matter ts not necessarily pracluded from future sesiTons, 
if worthwhile programs can te Identified. These Semfnars should be 
staged, however, by outside consuteants. it Is doubtful that mort than 
two Seminars a year carn be supported at this tine; the number coutd be 
increased !f seed arises. 


7. The third pert of the progrem consists of a “Supervision Course" 
fer @5-§5 through GS-10 and # ‘Hanagenent Course" for GS-1! through 68-14, 
these courses being one week In langth and substantially similar to those 
currently offered by OTR. Their ebjective would be to Intraduce basic 
knowledge of the subject, to afford somes practice In basic skitls, and 
te encourage right attitudes toward work and workers. These courpes 
can be offered up to tusive tires a year, which should more then take 
eare of al! persons moving [nts supervisory positions for the first time. 


8. The fourth pert of cur program consists of external courbes 
offered by universities, management spectalists, and government agan!~- 
zations. Yhese would be used te acet the demonstrated need of Int!i- 
viduals for specialized instruction beyond what OTR can provide. 


9. tt Is planned to meet the needs of midcareerists for manrgenent 
training by emphasis on actual Agency problens In the Midcareer Execet ive 
Bevelopmant Course, and by a prerequisite basic course. 


10. The above described four-part programs is a modest one compared, 
for example, with that of the Federel Aviation Agency or the internal 
Revenue Service. it Is essentially u stepping up of the present [Ta 
management training, with the addition of the Pilot Program. Jt cannot 
cope with the total number of renayers fn the Agency who have had ne 
management training (see Attachmen: 1¥ on Numbers to be Tretned), but 
we belleve thet any expansion cf this traning should be postponed unt! 
the Pilot Program hes been assessed. 


1}. ta summery, our management training pian calls for three 
stabilized continuing elements which are already budgeted for and witch 
can be handled with no Increase In staff or facilities (see Attachment 
¥ on Funds). 


wgea 
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ara (GS-15 and above) per yoar, 
or @ maxima of 70 persons; 


between Basic (6$ 5-10) and Hanagement (GS 11-14); 
conducted by for @ maximan of gree one or the other 
to be mandatory for a1} persens enfering supervisory positians 


for the first time. 


c. External training in specialized aspects of manegeme:t 
where need can be demonstrated. eee 


12. The fourth sleanent of our pian, and the most significant fer 
lncreasing menagartal effectiveness, consists of training one or tore 
offices in Phases | and 11 of the Hanagerial Grid program: 


®. Firat option: a single pilot project, as outlined In 
Attachment fi. This could ba handled by the present Manage ert 
Training Faculty of OTR Ir eddixlon to its other programs. ‘he 
money {about $25,000) has not been budgated and would have to te 
provided from soma appropriate source, 


». Jacend aution: four concurrent slot projects {one “rom 
each Deputy Girectcrate). Te handle this, GTR would need an 
allocation of four positions in order to previde the Menegement 
Tratning Faculty with two additional senior Instructors, an 
administrator and a clerk typist. The cost of this option [= 


estimated to fal! between $7§,000 and $!00,000 {about 350 peuple). 


13. Aecommendation: that you 
a. @pprove the tralning olen outlined In paragraph 11; 


b. approve tn principle the proposal for four pilot prajects 
(second option), subject to @ solution of the staffing and financtal 


problems. 


Crs cos 
wages 


MATTHEW BATAD 
Director of Training 


Attachments: Aa Stated Above 


Approved For Release 2003/09/04 : CIA-RDP84-00780R000600250013-7 


STAT 
STAT 


STAT 


Approved For Release 2003/09/04 : CIA-RDP84-00780R000600250013-7 


CONCURAENCE : 
(sf. L.. Ky. White 9 NOV 1964 
Sepety Birector for Support Date 


Yha recommendation contained In paragraph }3 is approved. 


Vis inti (aoe 
Sxecut ive Director-Comptrol ler Sate 


SISTRIBUTION: = 
Griginal - PTR (w/bestc) 
1 + tuecutive Registry (w/bastc} 
2° Deputy Director for Support (w/bastc) Monn, Geri; 
3 - Office of Training (w/bastc) . 


OTR/IS/MTF/___f mam (15 October 1964) 
Rewritten OTR/IS/MTF/[___—ijsmam (6 November 1964) 


(H/w note fr LKW to ExDir) 


Kirk: I hope you will have a chance to read this before we meet in the 


next day or two with Baird and| _to set a course for Management 
Training. /s/ ULUKW 9 Nov 64 


Approved For Release 2003/09/04 : CIA-RDP84-00780R000600250013-7 


Approved For Release 2003/09/04 : CIA-RDP84-00780R000600250013-7 


AIT. Te 2/5 6V.53— 


ATYACHMENT | 
ABENCY MAKARSMERT PROBLEMS 
SAB Sonn Be Students) 


t. Buring the perled Narch~june (964, the Management Training “ail ty 
of OTR divided {ts classes Into teama of 6 or 7, and asked them to "decide 
@s & team what major managerial probleas sre preventing the Agency fas you 
know it) from being fully effective.” The objective was to learn If the 
teaching was ralated to managemmnt problews a5 zarcelved by the students. 


Tre sample fs sma}!, and ansuers may reflect classroan discussions. 
Neverthelass, a certain pattarn eppesred which say be significant. This 
exercise evoked much Interest and serlaus thougst from the students at 
all levels. in _— they tenled te see the problems as situated 
Showa thetr ow level 


The chart on the next page does aot give actual resporses, but grcups 
the team answers tn general categories. The nanbers show the times chet 
teams mode responses fitting Into each category. 


tt. in snawer to the question pesad by the bapyty Girector for support, 
these student responses may or way net have a rulationship to the effect ive- 
ness of Agency managers generally, but they do suggest aress of wealeess, 
wary ri which have been docemnted by students through the narration cf 
actual cases. 


GOYA supervision and managemet coureas can help Individuals to Lecome 
better supervisors and manegers, we have reason to believe. Gut training 
cannot provide aure-fire correction of weaknessas. The attitude of he 
treines's boss fs a critical factor; whet Is leurnad tn class cannot be 
applied on the Job if the boss Is ualnforned or waable to set an exa-ple. 
rat te at af! levels tell the lestructora: “! wish my boss would cake 
this course." 


GTR courses obviously cannot provide students with enswers to broad 


Agency probtems In the ereas of formal organization and personnel maragement . 


But one of the reasons we favor the Monngerial Grid approach 1a that it 
offers hope of finding solutions to manageria! problems which are beyond 
an tadividuel’s capacity to solve. 


Fowr 
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$13. Chere of Teas responses according to level: 


aaa Ree = aS 5-10 


ft: : 
CIPI Pe cals 
batenen individuals; 


b. personnel policies 
and procedures 
(assignment, fitness 
reports, preametion, 


t 
gee 
(aver-compar tmented; 
warfare between units; 
Inflexibiltty; resist 


change, etc. 
&. formal organization 
and 


(overtapping; p 


LOmrs raat 


lanalag; | 


AA 


(reluctance to delegat 
| faeces conflict, make 
dontstons; leadership; 
power struggles; leck 
1 of management skills, 
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ATTACHMENT 31 


1. The ‘Managerial Grid" apsronch to management training Is favored 
by the Management Training Faculty of GTR for tha follawlag remsons: 


a. {tt alms at Improving the effectiveness of an entire organi- 
zation, rather than selected individuals; 


b. {It incorporates the bast of recent research on management 
practices and effective teaching methods; 


¢. #t gets the students more Interested and Involved than anv 
other method known to us; 


d. §t presents specific answers to such problems as how to 
handle conflict; 


e. The later phases of the Grid progran include evaluation of 
results, and focus on actual prostams and solutions within the 
students’ orgenization; 


f. With some preparation, it can be taught iby OTR lnstructor: 
or even by Agency officials co thalr sebordinates. 


2. A forthcoming Issue of the Secwacd Bas loess Rex lee will costain 
@ description by Professor Blake of his application of this approach to a 
lerge ladustrial plant, with an eveatuation of the results by two Harverd 


professors. Yhe changes that took placa In the orgenlzation are impressive; 
they Include not only mora favorable attitudes and work behavier, but such 
measurable items as increased ;roftt and reduction in aumber of enptoyees. 
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ATTAGMEST 111 


'. §NTROSUCTION 


This proposal outlines a total progres In managesent and organization 
development, Including group training sessions (Phase i <« Managerial Grid: 
and continuing team and organization development activities conducted In 
“famlly groups." (Groups ised of @ supervisor ard his Immediate suby- 
ordinetes and engeged in doeetasies teem @od organtzation skills, as well as 
tacreased personel offect liveness.) 


This latter step is referrad to as Fhese i}, 
8. GBJECTEVES 


The basic purpose of this effort 1 to expose ena oserating unit to a total 
program In managenent and organization development. Ths specific goals hicl ude: 


a. tnerensing the managerial skills of a3! supervisors and _—" 
In the pliot unit with heavy eapharis on decision making, problem sob jing, 
and leadership capabllities. 


b. laproving the capacity end comsetency of operating staff team. to 
function with optimm effectiveness. 


¢. Analyzing organizational effectiveness within the unit, ident! fying 
precedents and traditions which stand In the wey of effective action and 
executing plans for teproved verformasces, individually and organizational ly. 


d. Paving the way for improved Interdeparteantal relations betwaor the 
unit participating In the pllot study and other units. {Actual Interurcup 
activities, however, will not be @ part of this initial program, but WIT! 
bagin to emerge In later stages of It.) 


2. Evaluating the effectiveness of this total organization lmpravemant 
appreach to determine Its applicability ie other uentts of the Agency. 


131. THE PROGRAM PLAN 
&. Selection of the Pilot Unli. 


The program will be conducted within a pliot unit, characterlstie <¢f 
which are described below: 


t, The unit shoud include 70) co 1,000 people to provide an 
opportunity to study not only small group development and effect f-eress, 
but also the impact of the prouras on a reasusebly large unit. 
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2. The unlt should be fairly autonomous, 1.8. under the super- 
viston of « manager or director wo has rensonabty clear-cut resg¢ons t- 
bility for a specific segwent of Agency activities. Although the unit 
wey be elther a "line" or support unit, It shauld be one whose at ivities 
have «a direct bearing on the perforaance of other units and on the tote! 
organization. 


3. The effert should oceer ir a unit where the tep manager ef thet 
unit Is committed to managesant development and organization fmprovament. 


b. Program Guti ine 
Tas tatel program will Include the following alements: 
1. Srieflag of staff and trainers 
2. Trainteg of trainers 
3. Phese ! (The fiverday Sanegerial Grid Isboratery seminar) 


&. Formation of an evaluation cannittee to establish criterts <> 
be used for measuring the effectivenass of tha total srogran. 


S. Orgenizetion anelyais. (Recent techntquas of organization 
analysts wil! provide for a grat deal of Feedback In tdantifying both 
attitudes and performance characteristics of fndividusls and tears 
within the pilot unfit. Sowe of the specific alements which will oe 
evaluated and analyzed fn depth Include: planning techniques, cer 
eumlcations, decistoe-meking processes, end organization cl imete. 
This dlagnestic effort will fara, In part, the basis for Phase 14 
devetopment and trainiag activities. 


& Phase if (On-the-Job managesent and team training) 


The pilot unit will be comsrised of a variety of staff groups, 
task forces, commitives, etc. ongeged In striving tawerd the goals of 
the unit. Phase 1 will provide training for individuals who are cil led 
upon to work in specific groups te accomplish thelr ladividwal and 
organizational gosts. fin wast instances these groups will be conor ised 
of a supervisor and his immediste subordinates. However, In some cases 
special task groups, or committees, way also be exposed to Phase !! 
development. Specific siements of Phase Hf include: 


(a) Analysis and Improvesent of personel, managerial ski? ts 


—(b) Analysis of team, or group, effectiveness fr probter- 
solving, decision-making and action programs. 


ie 
t 
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(c) Planning fer improved managerial and group effect fveness 
(d) Clarification of functions, roles, and relationships 


(e) Gevelopment of tem: goals and the establ isheent of ¢icurer 
standards and expectations where required, and lnproved controls 
and coordination, as needa. 


(f) The establishment (or clarification) of individual par- 
formunca yoe)s and review processes beg Improving the effectiveness 
of both Individuals and tha total teas 


(All of the above items ere suggested focal issues. These may 
vary sommwhat depending upon the needs cf the specific team aod 
the organizational purpose which Is tavelved.) 


7. Pertadic review sessions with top staff. 


One of the basic purposes of tha progrem is to provide an epportunlty 
to study and evaluate the effectiveness of senagement training ead 
organ tzatlenal ——— agpronches on an operating unit. Thefafore, 
te ts suggested thet top Agency steff eect with the head of the gfiot 
wait, members of the training pager tig end manber's of the cogaulting 
saaing Noreen] aa tasers Seerensly urges 
strongly «yes 
fned through 


ilnulng TOREESCH-HIUH top BEaEy ataf 
aut the program with the key pucple Invotved  saarteg at leest ands overy 
three menths to review pregran performance. 


8. Monitoring, Consultation, Pfanning and Foadback 


a monitoring services will be provided 
80 a6 te work closely with the opere- 
7 pite with training and othar support grou 

that wit be  ivaivad in el the tatal arganizetion lmprovesent offor:. 


1¥. PROBRAM COSTS 
The following costs may very depanting qon the aumber of participants, the 


amount of training conducted by Agency staff, and other stellar varlables. However, 
the key elements In the total cost inciude tonsed on & pilot group of 100 managers): 


1. Briefing of staff and tratuers $358 
% Tealntag of tralmrs this ope attexiance of ane person 
from the A at a trainer conducted by Or. 


Feliow up training of 
ag Vithes 1s atte inciuced: £235 
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3. Phase { (The five-day Nanajertal Grid Laboratory Seminar 
as previously conducted) ($125 per person times 196) $12,500 


@ote: This figure includes ths cost of al! autertals which go Jato 
making up the notebook, as well as well charts and newsprint metertels. 
Sooke, notebooks and other spectel meterisis sre not included< see bela-.)} 


4, Phese t additional materials. Sooks, notebuoks, and 
misceallansous matertals. (419 per persan) $1,000 


5. Evaluation Committee 51,206 


[ _|stare members will participate with Ageacy training staff and 
Agency management tn designing an avaluation program and adzialsterin; 
that program over @ 12 to 18 month pertad.) 


6. Organization Anatys!s 37,000 


[_htart will analyze data collected thraug: the medium or the organ!- 
nation culture assessment and through resorting sessions In Phase 1 Santnars 
and assist in the tabulation and futerpretation of this data, as well as 
feeding It back to management. 


7. Phase ti -- 100 pacale at 576 par person 27,590 


This Includes a briefing of the Pilot unit top management staff who wil! 
be conducting Phase 11 meqtings an! sessions, briefing of the treinias end 
support staff, and a completa set of watartals for all seastons. (Wete: 
This includes appractastaly 66 pagus of copyrighted sasston outlines, wt ich 
have been pretested In other Managerlal situations, but which will be re- 
dent cooperation with Agency staff to fit the Agency's needs aud 
problems. 


8. Perfadic Review Sasstoss wi th tan staff 31,200 


At leant & tlems during the Pilot ®rogram (ii to 18 months), Le itet 
wenbers will meat with top Agency staff to fead back the rasults cath 
Phase | and Phase 11 activities, tc: assist In the Interpretation of e-geni~ 
xation date and to aid ta planning for future programing. 
Total PE RE entre oem tiee ioe lenin piace etnias 0 Ke eNpea ins albeRraRET 8G24, 965 
As part of this total affort, steff memburs will monitor, consult, 
plan and feed back deta to trainorr, Support staff, pilot ult menagesent 
and top management personne) . [__]starf webars will ba present and assist 
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tn the conduct of the first uve Phase ! seasfons snd at initial Phase 11 
sessions for tap management of the Pitot Unit for no leas then three wesks. 


2 Phase | seentons and Phase 11 sexsfoes) in add! tion staff wil! 25X11 
monitor al! the total progres and wil! ke physically p at sessions 
no tess then one dey per sonth--on the a ; fag the first tual ve 
montis of the progran's operation. Durlag visitations staff members 25X1 


i ‘y ene ie per Sona coe 
suitation in ew York whenever desired to assist in the development ¢f case 
meterisis, training design, evaluation procedures, related training and 


Miote: These are direct costs and do net include cut-of-pocket expensas for 
travel, meals and lodging, which may rasult directly from the activities listed 
above. it should elao be noted that many of the costs shown above are nén-recurr ir; 
expenses which wi}! aot be present in future programs, and If at the end of @ brief 
trial period It Is decided by Agency manegesont thet more people should bs exposed 
to the Managertal Grid Phase | Program, this can be done at # cost of eppronimately 
$65 per person, including books and al! meterisis. Thus, future Phase | can be 
eccomp}ished with a relatively weal! ticreese fn the total budget. 


Coe eK Re : 7s é 
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Career Service, it appears only thet two-fifths of the top bracket have bad 

training; twice es many In the middle bracket as need it; and just the right 

number at the lowst level. This proportion probably dess not hold for eny 

pepe ele but the deficit at the top tevel undoebtedly occurs In @ nenber 
units. 


The Office of Personne! has supplied aa estimate of about 275 new first- 
line supervisors @ year. This susber could be absorbed inate tha FY65S schedule 
re mars by without strain tf thelr attendsnce Is made sandatory (12 clastes @ 
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1. Pilon Project (rough astimate for 190 students) 
(for 350 students) 


7 es (70 students; asout $125 
per student. 


: kimk ; 
ar{ 


| excladin 


+e 


budge od by Reg! strar 7 R; costs Include 


travel, living expenses) 


$25,000 | 
$75 , 000-§ 100,010 


$3, 300 


$5,308 


$48 , 900: 


2. The Filot Project hes not been budgeted for. if approvet, a 


separate request for funds to cover it wil}! de submitted. 


All other costs thraugh FY65 are cowared by the OTR budget for F¥55. 


3. Ngte: the fee of $125 per student for the Managerial Grid 


Seminer {s cut-rate. The atanderd fee Is $235. A large portion of the 
fee Is for copyrighted training materials. 


4. Note: @ Sentor Seminar for 35 students costs about $4,500; a 


management course at Harvard for one student costs sbout $4,500. Meat 
externa] management courses cost the Agency about $300-$400 per week per 
student, 
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OFFICS OF THE DIRECTOR 


In reply refer to 


"AGET Pe hat alge ree 
Julte t aoe 


M 


a heer 3 
DT21G603 


aciion Memorandum No. _ A412 


Date 21 August 1964 


TO iv, + Deputy Director /Suppor¢ t= 


ATT : Director of Training 


SUBJECT : Management Training 


REFERENCE: 


l. The recent supervisors' reorientation periods have evoked 
considerable questions as to management training. I therefore believe it 
is incumbent upon us to work out a program for management training with 
specific courses, internal or external, recommended at various levels; 
for example, one for section chiefs, one for branch chiefs, one for. division 
chiefs, etc. Further, I believe we should have a basic supervisors' 
course for all individuals when they first enter into a supervisory position, 
and I would include as a mandatory requirement that this be for new 
employees being brought into supervisory positions. 


2. Could you prepare for me a program for management train- 
ing with indications as to how this will be fitted into the program of OTR. 
If this poses manpower and money problems for you, I would be happy to 
discuss them with a reasonably open mind. Before you commence the 
- |. preparation of any report, perhaps we should discuss the matter. 


Executive Director 


SUSPENSE DATE:. 


| ites 
Exoluted fat Bee 
Cran downgrading 2H 
used! of daciazsiticalten 
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1% AUG 1964 
_ MEMORANDUM FOR: Director of Training 
| SUBJECT : Management Training 
REFERENCE. 3 Memo dtd 28 Feb 64 to DD/S fr C/TR/IS/MT, svbdj: 


"Review of Agency Management Training" 


1, Ihave read your memorandum of 28 February 1964 carefully and find 
the essence very interesting, 


2, Ishould like to develop something in a format which we can forward 
to the Deputy Director of Central Intelligence, possibly with information copies 


to the other Deputy Directors, which would put into sharp focus certain important 


points about our management training. The following are the kinds of questions 
that I should like to see presented eee 


a. What is the scope and iat iade: of CIA’ s managerial job including 
the approximate levels and numbers of managers who exercise authority 
that has an appreciable effect upon Agency operations? 


b. What is known concerning the effectiveness of our managers and, if 
sufficiently known, what are their areas of weakness which can be corrected 
by training? 


c. What should be our objectives in management training in our type 
of intelligence organization? 


d, Can a program be devised which will materially improve our 
management process? 


Without getting into too much history, your staffing problem, etc., I think that 
this is the kind of information top management should have and focus upon, I 
think that this information can be depicted in such a way as to pinpoint those 
componénts which apparently have little or no interest in management training. 


3. Would you please see what you can do along these lines sometime in the 
near future, . 


L. RK. White 

Deputy Director 
ark £ Bx . 
ee eeity ‘y for Support 
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